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ABSTFACT ' . , 

The advent of state supported bilingual ediKration 
leans that appropriate strategies for the iiplieientation of 
sHiccessful ■ulticultiiral prograis aust be i^?&tiiif ied. Organizational 
and huian relations needs aust a4equar€ly assessed. The 
iipleientation of educational renovations requires a 'healthy 
organizational cliiate in which change is telcoied.^ Fears and 
lisconceptions held by staff leibers lust be alleviated through 
training that stresses self-expression, openness, and 
self-evaluation. Only iihen organizatixDnal and buian needs have been 
accurately assessed can the school district iipleient the appropriate 
problei-solving strategies necessary to t,he successful lanageient of 
iniK)vati<)n.* (Auther/DS) . . / . ' 
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IM-LEMENTAT.OJ^raN.OVATiONS ,N MULTICULTURAL EDUCAT.N 

^w^vivpmeni research Associaiinh ^ occu«>»ent mas «Er« neimo 

, ,OUCEP EXACTLY RECEIVED P»o!i 
* . PE»>ON0R0J^&A*^UAIlO*UW»^il»*- 
. . advent of state stjpported bilingual education • ' . -4"or^s.^:ro%^ ^ 
. - ; ■ ^ implementatronof the ' 

programs afl point to Jncreas^H cr-»^i ^ * . 

Po,. j„crea«d school dls.r.c. commjunenu to (he implementation of ' 

multiculVral education strateoies Th. t\, ' ' ' 

• ^ Board "fEd^caHin has adopts : 

™.U,.,t.a..ed.cation .oa. the St.e, The ..end appea. heaithv and.i.eVe«ih, 
'n,po.,nt .he.,o.e io examine the need, ofeducationai^nstitutic^s a, the. ' 
proceed to impiement innovatians in hi,ingua,/mu,ticu,tura, education ' • ' ' 

Since the inception or the .ede.a, eTro^.n hiiin.uai education much.e.ea^^h an.-^ V 
<.eve,.opment c, aite.na.ive app.aches to,mp,e.en.a.ion have occu.^. .nJe many 
would 3u^e« a,t,.na.ive app™«he. which rocu. on a.ce.amin,Vhich are the ' • ' ' 
- app.p.ate ...ate^ies ro.th, imp.emen^tion or succeT^ru, hiiin^uaiMuiticuitu.,' 

education, it is fair to sav that for tho ^ . • ' ' - 

say that for the n»st part oniy those i:s,ues focusing on the 

n^novat^iutse^ • • 

; Organizational Needs ' ' • ' , 

Behavio., »cientist» te,, us th, any pa.icuia. innovation is deep,, conditioned 
.V .he jate or the ...tem in „„ch it taKe. piace . .o. teache. and pa.ent. invoived 
•n hi,i.rua,,educa.ion .>o,.am. „ou,d ..nd .o,a,.ee on the .eia.ion.hip he.ween' the " " 
•nnovation and the »..em, aithou*.-. .a^v cases the a..ument^ou,d .e ve.aii.ed ' 
.^-.^h negative and hiame-se.tin, statements such^s: ..Thev don. .ea,„ „an. hiiinC 

gual education" or "all thev are inf»r«» ^ • • ^ ^ 

they are interested .n .s the federal n,oney", and the even more 

destructive "this is a racisf system". • i 



• 



WhiJe these statements may^reflect dffferring degrees of truthf.^hey often obscure, 
the need for more comprehensii^ cesponses to the organjziatic^l needs which must 

oe-met^f In nov a ti on ifhfnutii cul turat -education is to have a fair ^ance to succeed*. 

Matthew B. Miles, a noted t^haviorat scientist, has identified ten dimensions 
• of heafthy organizations which appear'fplaVticulaVly reliant Tor scho(fl districts • 
, bringing about change through mtMffcultural education. These are:^ 

1 . Goals ar6 reasonaj3ly clear to the members of an orgarrization and reasonably 
well accepted by them. They are achievable and afjpropriate. 

2. There is communication adequacy . The .movement of information is relatively 
distortion-free "vertically", "horizontally", and outside and into the system, 

3. The distribution of influence Is relatively equitable , presumably t)ased on 
competence, interest or commitment, and the amount of khowledge or data the. 

individual has. '% 

' ■ it ' 

^ 4. Resource utilizatioh is effective. People may be working very hard indeed, 

but they feel that they are not working against themselves, or against the .organization 
' 5. ' tohesiveness exists< Merpbers want to st^ with the organ iiation, be influ- 

enced by it, and exert their own influence in a spirit of collaboration. 

. ' * <. * 

6. ^ Morale is healthy.. TJie members of the organisation ^are feeling'^s of well- 

being, satisfaction and pleasure. 

7. J npovati verves is on-going. The organizatiorris growing, developing, and 

- - . { ■• • . ■ ' 

changing rather tharvremainiqg routinized, amd standard. 

8. Autonomy promotes responses to the outside environment which ar^neither 
I ^sassiv^ nor destructive or rebellious.* . * 
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9. Adaptation occurs in the organization when necessary because of environnj^«tal 

10. -Finally, the organization has pro^t^fro-solvjng adequap^ . The^rganiz^tion ' 

has well-developed structur"es^and procediires for sensfng the existence of problems, 

for inventing possible solutions, far deciding on the solutions, for implementing them, 
* «. ♦ 

, and for evaluating thejr effectiveness. / 

Obviously, just as bilingual/multicultural education cannot b^achieved overnight, 
creating these conditions in school districts requires a long-term cpmmitment'bf 
resources Including time and energy. Equally obvious is the fact that innovations 
itv^iMngual/multicultural education, no master how strong and thorough in and of 
themselves, cannot achieve optimum success in school districts organizationally * 
predisposed to have things "remain* as they have always been". 

Th? managemept of billnguAI/multkultural education as an innovation requires 

• • ' ^ 'f^ ; . . * . • , • ' ' 

the implementation oi strategies which tend tg create the appropriate organiz^tipnal 

conditions as the edijcati<;/nal innovation is introduced. : * • 

' '* ' * , * 
. ; Human Relations Needs - ^ . , 

Key to meeting the organizational needs of a schocMistrict undertaking biiinguaiy *^ 

multlcult4iral education is an understanding of the human relations^ heeds^rreated by | * 

an innovation in generaf and by innovations which touch on deep-rooted culturally- 

focused altitudes; 'Conversely, mee^ng the Kuman relations needs of individual? 

invo/yed in bilingual/multicultural' education requires notonfy an* understanding of those 

needs heightened by the content of the innovation tp^Ujral awareness, ^el^wareness, 

examirtption of pj^ejudice^^ importantly those nc^edst which are 

•heightened by the tension between the^jslrocess of innovation bringing about change and 

organi€ational d^emartdi inherenp^schoo\ districts. 



Cdncealed^^givings about-fe Tlint j udi ed u ea^tonigrg^^gbably^idespread among 
schcx)l per^nnel^involved m.bilingual/m4ilticultuf-al education, whether they be 
memb^s^ the dominant c%iltural group or mlnority^oup members. T*^se are — 
m^tfyated as much by a concern' for tf=^ nefeds of the^tudentsr as they are by the 
promise of fiew demands on the' professional. ^ *^ 

The frrst concern . is easily understood when viewed in the light of the histpry of ' 
repression. of alternative cultural and linguistic expression through educational, 
economic, political, and social sanctions. It will be overcome only as institutions, 

including the schools, .provide' for the full participation of diverse members of the 

. ' . ^ ' \ 
population in the decision-making, implementation, and maintenance of the institution's 

mission. 



Minority grroup teachers will not 



be convinced that competence in more than one 

\ 



culture and language is an asset untjl they perceive themselves as not handicapped by 
virtue of their own cultural and lingjuistic difference. \J_'kewise, school personnel ^ ^ 
of the dominant cultural group, must perceive bilingua/Zbicultural individuals as 
being of equal value^o fhemsleves and to the institution before they can lessen their. ^ 
latent and extant fear of biljngual/Tnulticultural education. 

^Fears about increased professional demands affect both bilingual and monolingual - 
personnel. Because the funds which facilitate additional staff training, supervision, 
and evaluation often are funds intended to focus on ttie educationally disadvantaged 
(mpstjoften minority populations), there is a tendency to scapegoat the .disadvantaged 
populations as school personnel perceive greater demands avalanching upon them. 
When those demands are placed in terms of linguistic or cultural competence, the 
fears of those who percefve themselves as culturally and linguistically limfted are 
realistically heightened. 
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Respondmg to these fears requires more than appeasement. In lift, school 
persc^nel arydue to experience greater (certainly different) professional demands 
— -«,garcl(ess of the^ethnicity or Img«i«t»c-€haracterf9tics of the population. The 
technology of education is undergoing constant study, revision, and improvement.- 
If these advances are to reach childreri, the educational practitioner* too, must 

. \ ■ - . . • ' . . ^ ; 

undergo consistfciat growth, just as the school and an Organization 
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The other side of the "fear of increased professional demands" need is W "fear 
of-exclusion from professional growth"* : Minority and non-minorrty personnel . 
involved in bilingual education <?^stomarily. undergo extensive staff developqi^nt. 

, At its best, the' training empow£rs the" trainee with feetinOs of self?'^surec^ss 
confidence and^oflentimes missiorjary zeal which finds its express ion in.Vhe'clajssY-oofti 
the teachers' lounge, and in socYal settings. The trainee also learns 'theor^.\m'ethods, 
and a technology 'more effectively than'that provided to^ach^Hy thejweservice 
learning experience. The trainee learps the v«f?|Mag.e oft^l^w educatiOr^aj approaches. 

Often the trainee has more knowledge of a program than a supervisor* principal, / 
or superintendent. He/she has acquiredjthe new knowledge in training, settings 
stressed self-expression, openness* andfseJf-evaluation. 

Accurate Diagnosis 

The provision of paraprofess.ional atdes, increased staff training, and increased 
Instructional materials alsd^iserve to increase the human relations problem within stajfs ■ 

when resources are not uniformally avaWgble. St{»ff thtft is not part of the "special 

/ • ' '• 

project" may feel left out, less important, and deprfWcl^,^ resources;. Agai.n, often ' 



the innovation Itself (i.e. bilingua>«docation) becomes the scapegoat for the legiti- 
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mate hostility of 'excluded", teachers. Thus t^ie "band-aid" innovation often serves to 
una^ver other sore spots within the organization. The inaccurate assessment of this 
•situation may result in a decision to: 

(a) curtail the resources to the innovatiy^prOgram because of the human relations 
problem; or ^ ' ^ 

(b) provide "human relations" training to "cure" the Ill-feelings of the excluded 

. \ ' 

teachers. 

; ••• ^ ,. ^ . 

A more accurate assessment of the situation would assa«£ the organizational need 

and perhaps set about to strengthen those dimensions of a healthy organization that^^^ 

wpuld diminish the hostility and create a positi^ve envirot^nt. . , • 



ThjgoVganizaticnal^nd human relations qeeds of school districts implementihg - 
bilingual/multicultural education are obviously muclvgreater in numbef and complex- 
ity than can be e^>camined in this brief article. Wh^ is intended iS to •acknowledge 
\heir existence, their critical relationship to thef innovation itself, and- the neficJ for 
school districts to assess these accurately in re^ation to biljngual/bicuRural education. 
Only when an accurate assessment of the/eed has occurred can the school district or- 
project implement the appropriate problem solving* strategies necessary to tJie 
successful management of innovation/ 



